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An estimated 70% of all digital 
transformation initiatives fail to reach 

their stated goals.

- McKinsey & Company
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Only 25% of companies have mapped 
their digital initiatives back to financial 

KPIs and value.
- Everest Group
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Why is it so hard to get to long-term value?

7

➢ Lack of organizational alignment

➢ No repeatable process to drive continuous improvement

➢ Projects too long to get to value

➢ Lack of metrics to properly evaluate success

➢ One off projects

➢ Lack of Prioritization
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Today weʼll discuss an approach to drive 
long-term value with your digital 

continuous transformation initiatives:

Align Launch Prove Scale



STAGE 1 ALIGN

Align Launch Prove Scale
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Strategic Misalignment
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Alignment in a nutshell: 
Can you answer the following questions?

1. What are the pains your organization faces today?
2. What is the cost impact of these pains?
3. Where should you start?
4. What potential business impact would this pilot 

have?
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How does alignment help us get ROI?

“We thought our problem was machine downtime. But 
when we used Tulip to track micro-stops and operator 
actions in real-time, we realized the real issue was 
material flow to the line. We were trying to solve the 
wrong problem. Tulip gave us the real-time visibility to 
find our true north star.ˮ  
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North 
Star KPIs

Strategic 
KPIs

Operational  
KPIs

Key is to align 
initiatives from top 
down to front line

The Value Cascade Model
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STAGE 2 LAUNCH

Align Launch Prove Scale
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The Mistake Companies Make
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Long-term Success Requires A Different Approach

20

The Old Way
● Big projects
● Long-time to value
● One-at-a-time

The New Way
● Smaller projects
● Quick wins
● Continuous 

improvement
● Multiple projects 

(smaller ones add up)
● Fast time to value / ROI



Copyright 2025, Tulip Interfaces, Inc.

North 
Star KPIs

Strategic 
KPIs

Operational  
KPIs

The Value Cascade Model

Margin

First Pass 
Yield



Copyright 2025, Tulip Interfaces, Inc.

In Launch Phase, Weʼre Getting A Before & After Picture

22
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Launch Identifies:

23

“We thought our problem was machine downtime. But 
when we used Tulip to track micro-stops and operator 
actions in real-time, we realized the real issue was 
material flow to the line. We were trying to solve the 
wrong problem. Tulip gave us the real-time visibility to 
find our true north star.ˮ 
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Customer Insight: The Power of A Quick Win

"We didn't try to digitize our entire facility. We started with 
a single digital logbook app for line clearance. It took 
one engineer two weeks to build. It eliminated 95% of 
our documentation errors on that line and saved us 
from a potential audit finding. That single win gave us the 
credibility we needed to do more."
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GROUP DISCUSSION What Is Your Quick Win?

Identify and share one idea for a simple, 
high-impact app you could build to address the 
problem you identified in our first exercise.

How would you evaluate and prioritize these 
projects?



STAGE 3 PROVE

Align Launch Prove Scale
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● Productivity per hour, per 
employee

● Availability / uptime

● Direct / touch labor
● Planned / unplanned labor
● Regular time / overtime
● Indirect / support labor
● Overtime
● Rework

● Direct material / indirect material
● Scrap
● Excess & obsolete

● Maintenance
● Tooling
● Consumables
● Freight
● Utilities
● Facilities

The Prove Phase Is About Dialing In
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North 
Star KPIs
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Now we can go 
bottom-up to 
provide better 
ROI numbers

Number of 
Defects

First Pass 
Yield
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Why Proving ROI Matters

30

➢ Gives the team (and tool) credibility
➢ Fills in the after picture more comprehensively and precisely 
➢ Provides evidence for funding additional projects 
➢ Aligns teams on a common ROI-driven roadmap, prioritizing 

highest impact projects
○ Further drill-down / improvement
○ New use cases
○ Enhancements & integrations
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Costs

Revenue

● Productivity per hour, per 
employee

● Availability / uptime

● Direct / touch labor
● Planned / unplanned labor
● Regular time / overtime
● Indirect / support labor
● Overtime
● Rework

● Direct material / indirect material
● Scrap
● Excess & obsolete

● Maintenance
● Tooling
● Consumables
● Freight
● Utilities
● Facilities

Labor

Material 

Overhead

Throughput
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Costs

Revenue

● Productivity per hour, per 
employee

● Availability / uptime

● Direct / touch labor
● Planned / unplanned labor
● Regular time / overtime
● Indirect / support labor
● Overtime
● Rework

● Direct material / indirect material
● Scrap
● Excess & obsolete

● Maintenance
● Tooling
● Consumables
● Freight
● Utilities
● Facilities

Touch Labor

Support Labor

Direct Material BOM

Indirect Material

Facilities & Tooling

Consumables

Transportation

…

Labor

Material 

Overhead

Product A

Product B
Throughput
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Level 1 Level 2 Level 3

Revenue Throughput Products / families]

Cost

Labor

Touch Labor
Function 1 (e.g. assembly)
…
Function n (e.g. machining)

Support Labor

Supervision
Manufacturing Engineers
Industrial Engineers
Quality / Inspection
Manufacturing Planners
MRB Engineers
Procurement / Buyers
Warehouse & Material Control
Production Management
Factory IT / OT

Material
Indirect Material Bulk / Floor Stock (consumed)

Scrap

Direct Material Direct Material (consumed)

Overhead

Facilities & Tooling

Rent / Lease / Mortgage
Facility Maintenance & Repairs
Utilities
Non-capitalized tooling
Consumables
Tool Maintenance & Repairs

Transportation
Planned Freight
Expedited Freight
Factory Vehicle Expenses

Taxes & Insurance
Property Taxes
Building Insurance
Misc. Taxes & Insurance

Depreciation Tooling Depreciation
Facility Depreciation

33
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Step 1: Map each problem statement or use case to relevant items in the framework 

34

We want Tulip to 
help us increase 
First Pass Yield

Support Labor

Touch Labor
Assemblers (rework)

Machinists (rework)

Quality Inspectors

Labor

ScrapDirect Material BOMMaterial

Where will there be 
financial benefits 
from increasing 

First Pass Yield?

Example, not exhaustive
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Step 2: Identify accessible ‘driversʼ for each item 
– what mfg. KPI correlates with that cost? 

35

Rework Hours

Failed Inspections

Units Scrapped

Basic manufacturing 
metrics have access to

Examples, not exhaustive

Support Labor

Touch Labor
Assemblers (rework)

Machinists (rework)

Quality Inspectors

Labor

ScrapDirect Material BOMMaterial
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Step 3: Find a conversion rate for each driver 
– how much does one [driver] cost? 

36

Rework Hours

Failed Inspections

Units Scrapped

1 partially burdened labor hour = $75

Paperwork for failed inspection takes 3 hours @ $100/hr = $300

Average material cost of a unit scrapped = $2,300
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Step 4: Crunch the numbers
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Driver ‘Before 
Tulipʼ 

Driver 
‘After Tulipʼ

$ Conversion 
Rate

Financial 
Impact

For each item in Step 1…

From Step 2 From Step 3 Negative number for 
costs = 

cost savings

Positive number for 
revenue = increase in 

revenue
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The analysis yields a clear before and after description of your factory financials

38

After 
Tulip

C
os

t
Re

ve
nu

e

Before 
Tulip

Labor 
Savings

Material 
Savings

Overhead 
Savings

Increased 
Throughput 
Product A

Increased 
Throughput 
Product B

Increased 
Throughpu
t Product C

Before Tulip After Tulip

Profit 
$XM

Profit 
$YM
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Area KPIs Examples of Impact

Production Capacity 
and Uptime

Prod. capacity 4045% increased production TEI 

Throughput 20% improvement in throughput Skydio

Turnaround Time 2025% shorter lead times Formlabs

Admin Productivity Admin labor

100 hrs saved daily in admin tasks related to traceability  Jewelry Mfg

80% global reduction in administrative work Industrial mfg

50% time savings for supporting staff gathering and reviewing data TEI

Operator Productivity

Ramp Up Time 6-month reduction in training time on an assembly line TEI

Picking Time 25% less time picking parts Electrical Equipment Mfg

Cycle Times 20% reduction in cycle time Formlabs

Data Entry Savings 57 hrs saved /day /cell replacing paper Contract Mfg

Material Handler TIme 40% boost in productivity for material handlers Fixtures mfg

Inspection Time 50% reduction in time spent on inspection and rework TICO

Quality Improvements

First Pass Yield, 
Defect rate

85% reduction in quality escapes VEKA

70% yield, up from single digits OPEX

70% reduction in defects in finished goods TEI

Scrap rate
20% reduction in scrap rate Zaleco

74% reduction in material scrap Protolabs

Data errors Eliminated data errors from manual entry Metal 

Traceability 
Warranty Photo proof issues didnʼt originate from line Boat Mf

Material escape $350,000 precious material loss savings at one site  Jewelry Mfg

https://tulip.co/ebooks/forrester-total-economic-impact-of-tulips-frontline-operations-platform
https://tulip.co/case-studies/formlabs-mes/
https://tulip.co/ebooks/forrester-total-economic-impact-of-tulips-frontline-operations-platform
https://tulip.co/ebooks/forrester-total-economic-impact-of-tulips-frontline-operations-platform
https://tulip.co/case-studies/formlabs-mes/
https://tulip.co/webinars/tico-tractors-doubling-production-with-digital/
https://tulip.co/webinars/driving-down-quality-costs/
https://www.youtube.com/watch?v=62rts_7YWLg&list=PLeTIPZ3aXjY8L2mqqFxlUEiC8T-RQuUYH&index=21
https://tulip.co/ebooks/forrester-total-economic-impact-of-tulips-frontline-operations-platform
https://tulip.co/case-studies/zaleco/
https://www.youtube.com/embed/GMLF1qyUIUQ?si=QTj2AWn01PnuUiky
https://tulip.co/blog/case-studies/tool-tracking-sinter-metals/
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In addition to quantitative value, there are qualitative benefits to digital transformations 
Qualitative

O
n 

th
e 

Fl
oo

r

Reduction in Risk 

Reduction in Risk

Increased Digital Presence

Improved Operator Morale

Increased adaptability across operations

Understanding of a ‘good dayʼ

Reduction in reliance on institutional 
knowledge

Improved adherence to processes / SOPs

Increased compatibility across digital 
investments

Not mutually exclusive or completely exhaustive; increased revenue assumes demand exceeds supply

Improved controls over access and 
processes

New Visibility of Production Data
Clear goals & visibility to 
real-time progress Access to risk history

Real-time visibility of Andon 
requests

Executive-level dashboards

Real-time data to improve 
informed decision making

Improved standardization of 
auditable data

Training matʼl & requirements at available 
at point of useOpportunity for upskilling

Reduced time to incorporate operator 
feedback into processes / SOPs

Reduction in Material Cost

Quantitative
Reduction in Direct Labor Cost

Increase in Revenue 
(throughput)

Reduced overtime hours Reduced indirect / bulk stock 
matʼl consumption per unit

Reduced machine / asset downtime

Reduced scrap, 
defects, and 
rework COPQ

Reduced labor 
hours per unit 
Lean Waste)

Reduced offal / 
planned 
material waste 

O
ff 

th
e 

Fl
oo

r

Reduction in Support Labor Cost Reduction in Overhead Expenses 

Reduced data collection / analysis

Reduced inspection, MRB, quality review 
labor

Simplified supervisory workflow

Reduced material handling

Reduced non-standard procurement 

Reduced consumables spend

Reduced tooling purchase / repair spend

Reduced expedited shipping 

Reduced utility costs

Reduced tooling / facility depreciation

Customer confidence in brand quality

40
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LES

Deviation 
Handling

Real-
Time 

Alerts

Sample & 
Test Mgmt Instrument 

Mgmt

Training
Personnel & 
Task Mgmt

Lab 
Inventory 

Mgmt

SOP
GuidanceMachine 

Monitoring

Work Order 
Tracking

Performance 
Mgmt

Training

Production
Visibility

Inventory
Mgmt

Incoming 
Inspection

Work 
Instructions

Quality 
Inspection

Preventative 
Maintenance

OEE

Supply 
Chain

Visibility

Logbooks History 
Records

Line 
Clearance

Defect 
Mgmt

Andon

Equipment 
& Safety 

Checklists

CMMS

eLogbook

Connected 
Worker

QMS

CAPA 
Mgmt

Replen

Audit 
Trails

Review by 
Exception

In-
Process 
Control

Tool 
Tracking

Scrap 
Tracking

LIMS

eBR/eDHR

Inventory

Kitting

HMI

Setup & 
Calibration
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EXERCISE 2 Bottom-Up ROI

Level 1 Level 2 Level 3 HAVE NEED

Revenue Throughput Products / families]

Cost

Labor

Touch Labor
Function 1 (e.g. assembly)
…
Function n (e.g. machining)

Support Labor

Supervision
Manufacturing Engineers
Industrial Engineers
Quality / Inspection
Manufacturing Planners
MRB Engineers
Procurement / Buyers
Warehouse & Material Control
Production Management
Factory IT / OT

Material
Indirect Material Bulk / Floor Stock (consumed)

Scrap
Direct Material Direct Material (consumed)

Overhead

Facilities & Tooling

Rent / Lease / Mortgage
Facility Maintenance & Repairs
Utilities
Non-capitalized tooling
Consumables
Tool Maintenance & Repairs

Transportation
Planned Freight
Expedited Freight
Factory Vehicle Expenses

Taxes & Insurance
Property Taxes
Building Insurance
Misc. Taxes & Insurance

Depreciation Tooling Depreciation
Facility Depreciation

SG&A
R&D

Using your worksheet, let's start to identify the metrics you have available for your key driver(s) 
and metrics that could be collected with future apps



STAGE 4 SCALE

Align Launch Prove Scale
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Preventative 
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Replen
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Setup & 
Calibration
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Time

Va
lu

e

A A A A A A A A A

No CI, no scaling: Flat Value
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Time

Va
lu

e

A v2

A v1

A v3 A v3

Day 60 Day 90

A v2

A v4 A v4 A v5

Single Use Case CI Diminishing returns

A v5
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Time

Va
lu

e

A MVP A A A A A A A AA

B B B B B B B B

C C C C C C C

D D D D D D

Scaling use cases, no CI Linear

E E E E E

F F F F

G G G

H H

I
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Scaling + CI Exponential Increase

49

Time

Va
lu

e

A v2

C MVP

App for 
New Use 

Case

App

A MVP A v2

B MVP

A v3 A v3

B v3

C v2

D MVP

A v4

B v3

C v3

D v2

E MVP

Day 60 Day 90

B v2
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Scaling + CI Exponential Increase across multiple sites
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Time

Va
lu

e

A v2

C MVP

App for 
New Use 

Case

App

A MVP A v2

B MVP

A v3 A v3

B v3

C v2

D MVP

A v4

B v3

C v3

D v2

E MVP

Day 60 Day 90

B v2

5X
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The Continuous Transformation Flywheel

ACT

CHECK DO

PLAN

FOUNDATION
- Leadership
- Operator 

Ownership

BUILD

MEASURE LEARN
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Build a Continuous Improvement Capability, Not Just Apps

● Establishing a Center of Excellence CoE
● Fostering Citizen Development
● Implementing Light Governance
● Creating a Library of Reusable 

Components
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Customer Insight: The Self-Funding Journey

“Our first Tulip app for machine monitoring saved us 
enough in reduced downtime in the first six months to 
pay for our entire year's subscription. We used that 
documented win to get budget approval to expand Tulip 
to our quality and logistics teams. It basically funds itself 
now.ˮ
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Projected ROI is powerful for a strategic roadmap

54

Project Time & 
Resources

Estimated 
Value

Projected ROI Priority

Project 1 $ $$$ 300% P1

Project 2 $$ $$$$ 200% P2

Project 3 $$$ $$$ 100% P4?

Project x
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EXERCISE 3 Whatʼs the biggest roadblock 
in front of you for scaling?
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Key Takeaways

56

1. Align: Understand the unique needs of your 

organization holistically.

2. Launch: Start small, a fast right-sized 

deployment is going to get you to value faster.

3. Prove: Leverage your data!

4. Scale: Never let your continuous improvement 

loops stop.






